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Subject: Comments om proposed Regulstion 25X1
¥anagement Improvement

1, FHFaving reviewod the text of the propoasd regulation
to & stabdlish and operete a Mansgement Improvement Progrem with-
in the Agency, the following sre my impressions:

1. OBNERAL g These sections appear to be sdequate
2., DEFINITION

S. POLICY. Par, 3 a,b and o give the impression that the
improvement effort is to be directed st the Agenay pro?‘amn ra ther
than, or to the exclusion of, the more basic need for Improvement
within the Agency orgeniszation, functions, steffing, procedures
and control mechaniems.

4. RESPONSIBILITIES. a. Par. 4 b assumes that the Deputies
mentioned are manmgement minded snd hsve the necqssayry knowledge
;4 understending of management techniquea snd principles to
volunta®2ily snd actively prompte & worthwhile management improvement

program for the overall good of the Agency without regerd to
thelr own self interesta. Unfartupately, this is rerely the e¢ase.
These peregraphs also sponsor the appointment of menagement
analyst groups in esch of the major Agenoy components to carry on,
for the Deputy, a ¥anegement Improvement Progrem.

- be. Aa 1n g sbove, the proposed Regulation, per. 4 ¢,
assumes that "Office and Senlor Staff heads"” ere management mirded,
seriously interested in msnegement improvements, and have the

necessary time and knowledgeof technigques snd procedures to
"develop, Inztall and meintain™ such a progrem, or will employ
snalysts to performm this duty for them. The firat part of the
sssumption is not realistio. The normal resction of heads of
ozonting elements to management improvements through the stresm-
ining of orgsnization, funetions end procedurss, and especislly
vhere sny reductions in personneol are involved, is, "get out of
the wey and P t us operatd - gll we need 18 more money and mors
personnel®. It seems doudtfyul that such headsa of Staffs end
Offices will be overly enthusstic in 'developing, installing
and maintaining' eny satisfsctory menagement improvement program
without command direction frox the Director, osrried on through
s high lsvel mansgement staff responsible to the Dirsctor. The
second phese of the aasumption, that management analysts be
smployed in esch Staff or 0ffice, seems to be an equally unrealiatic
solution. No analysts, owing their positions and cereers to an
Office or Staff head, are agolng to caprry out an scceptable mersge-

ment improxgpantdpoegessiReolpsan : dptmppebionz gg@iglenits in
the opspr:tionu under the SStaff or Offfice head wh ich he does not
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choose to have exposed.

6. The statements, par. 4 4 of the proposed regulation,

would be trus under any system. ZXlements of DDA now provide
support, guidance snd assistance to other Agency components in
their specielized fields or areas of responsidbility in eny effort
where such cooperetion is necessary. If this statement is meant
to imply that & Menagement Improvement Staff pleced im the DDA
oomplox cen operate to carry out for the Agency uny worthwhile
improvement progrem, it is very unrealistioc as proven by present
experience, since mll other elements een ignore any efforta to
instaell menegement improvements.

4. Proposed Reguletion, psr. 4-o, doss as much to perpstuate

the present ineffective status of the Management Improvement

Staff g8 any that could be conceived. It does not, howsver, 4o
anytbing toweard meking the Management Tmprovement Steff the

Moystone in & system which would provide this Agency ®l th the

sort of mansgement lmprovement progrem ovidently envislioned

by the President’s Executive Order 10072. The terms used in
defining the responsibilities of this element 8dd up to & tower

of weskmesa; 6.g., "develop™, "generelly exercise leadership”,
“aasist”, "coordinate™, "as requested™, sto.

6. SCOPE. a. The text of this sesction oconcerning the

scope of the ropossd [rogrem omlits any refersnce to correstive
sction on the orerall and component organizationsl structures,
functional Adistribution, and staffing. Since the proposal phecss
responsibility for the prograsm in the hends of Office snd Staff
heads, it 1s falr to ssmme thet they Imve in the past applled
good management practices, so far as they intended to do so snd
to the extent that they wers aware of such principles, and slso
thet they will do 1ittle better in the future, without positive
direction from the DCI, based on the recommendations of & treined
snd experisnced staff of management analysts. Opersting chlefs
and their sdministrative support staffs are concerned with the
problems of thelir operation and heve neither the interest in,

or approach to, the problem of crgenizationsl, funotional and
procedurel inprovements and economles necessary under an active
managenent improvement progrem.

b. A oritiosl look at the proposed scope of the progrem,
pars. 5 & through g, gives the following remction:

Par. B-s "Develops rorlistic snd precise plans end
progrems ~--" - no mention of implementation suthority norchannels
through which 1%t could be obtained. IExperience should have teught
us that meny realistic and precise plens are now snugfly resting
in f£iling cabinéts because some "office or steff head” did not

choocse to implement them amd the Director waa never gilven an
opportunity to conaider shethor or not he wished to make the
{improvements.
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Per. 5-b provides for a "continuing revisw and apprelssl
of o‘biact&voa,---“ » 8gain with no authority or implementing
provision. If one may believe the present funetional statements
of the various Agency elements, "objectives, methods end resources"
&re now being reviewsd by so many echelons thet ar sdditional
roview, without means of obteining corrective action, appears rather
unnecessary to say the least,

Par. B-c provides for the developuent of ° messurement
and control systems" which is good except that, egein, there are
no teeth provided. There sre soms such systems now opersting et
various points in the Apency. !'nYess such aystems provide for
evaluation by an element interested in management Improvement, and
W 088 recommendetions cen be pessed on the top directive echslon
of the Agency, little corrective velue will come from the extersion
of such messurement snd control syatems. In the hands of opersting
chiefs, such meterial frequently becomes a defensive veapon used
to Justify backloge snd requests for @dditionsl personnel, rather
than 88 Indicators of possible sress for study end improvement in
operstions and procoedures.

Par. $~d offers nmo improvemant over present conditions.
The management improvement progran, a8 proposed, would be in the
hands of the seversl Deputy Directors, with only slight coordiration
indiceted on the part of the DCI, with ihe Management Staff depgling
off somewhere In an advisory ospacity on s "when requested” basis.

Par., S-e, f and g, which provide for smployee and
supervisory level participation in the progrem, are neeecssarily a
part of & good progrem. However, a program w: ich proposes to operate
from the employee level upwards, without having first been firmly
directed from the top down (and enforced), will not result in any
material improvements.

8. REPORTS. a. The proposed reports system would add s very
conslderable work load on the opereting slements. The need for
sulmitiing quarterly reports to the Hanagement Improvement Steff
{ 0¥ Bervice) is open to question, conafdering the nebulous
position of thaet staff in the proposed progrem - responsidbility
baing loceted with the Teputy Iirectors entirely.

I SUMHATION, 1if the diresctives feferrod to in the
proposed regulstion are to be teken st thelr face value, the
President, the Congress smi the Fureau of the Pudzet intended to

direct the Installation of an sggresaive program to attein
manggonent Improvements in all governmontal elements. It must
be assumed, 1 believe, thet the TCI and the ILCI desire to have
maximum officlency in all pahses of the Agency operation smd that
snds short-comings in thelir operstion reault from their not beinz
informed of actusl conditlions and/or becsuse no sound corrective
recommendations were brought to their attention. If this
sssunpt ion 18\ ppowmeofiy Adiedse 2D08IGE NN 112 RIDP6 WORL 194 040084 r°ca

ant
to, the Management Improvement Staff to mssurs that t Agency
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Mansgement Improvement Program is aso written thet it will provide
the Lirector with the mechenis=m for obts ining informstion
concerning problem areas in his arganigation, recemmendations for

improvement upon which he may isaue directivea cemcerning
corrective action, and en orgenization to follow trrough on
necesssry implementation. This 1s not an operstionsl problem

and such a progrem plsced in the hands of operational heads willl
not provide more then 'lip-service’ compliance with the Presidentt's
Executive Order. This sort of program 1s & mansgemeont matter snd
the progrem should be written sround s strong Mamagement Office,

by whatever neme 1t my be galled, M ving direct access to the
DCTI snd DDCI for policy guldance, recormendation approvel, ané
command support in the implementetion of spprowed corrective
messures. Such a program should be outlined in positive and
aggressive terms and should provide far:

a. The DCI/DDCI level belng the determining echolen on
Pewblem metters and carx‘solslve measures to be taken.

O - .
b. The establishof the ¥snegement Igwprovement Steff as
the Director's staff responsible to hém for the program and for
lesdership in management improvsment tiwoughout the Agency.

¢. Management improvement consciousness, aocoperstion and
support on the part of all Agency exesutives, Deputles and
Staff end Office heads by direction of the DCI .

d. Actlve conduet of studies and suwveys lookinpg to
improvement and conducted by the ¥enagement Improvement Staff and
by operating personnel whore ever locatoed.

®. Citations and swards to opersting persannel in all
echelons for acceptable improvement mggestions and recommendations.

If the foregoing sssumption is wrong, and 17 the DNirector
doss not choose to have stereng rrogram, then he should meke the
cholce. The Management Improvement Staf? should not mske 1t for

him by proposing a weak progrem. If, heving considered snd
rejected & strong progrem, the Director chooses &o comply with
referenced directives in only the minimm degree, ther the
proposed Regulation might provide a 'lip-service! complisnce,

with some reconsideration in tha ma tter of eatablishing mensgene ¢
steffs in each Agency component.

25X1A9A

Approved For Release 2003/08/04 : CIA-RDP60-00213A000100010001-3



